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Salesperson	motivation	 is	one	of	 the	key	 themes	 in	 sales	management	 research	and	
practice.	Traditionally,	it	has	been	predominantly	linked	to	financial	incentives	and	pay	
packages	 assuming	 that	 extrinsic	motivation	 is	 a	 prime	 driver	 of	 sales	 performance.	
However,	later	studies	have	demonstrated	the	crucial	importance	of	intrinsic	motivation	
in	influencing	salesperson	job	outcomes,	although	there	is	a	number	of	inconsistencies	
and	ambiguity	within	 the	 research	domain.	The	growing	evidence	 that	both	 types	of	
motivation	 contribute	 to	 employee	 performance	 increasingly	 suggest	 that	
concentrating	on	one	single	type	of	motivation	may	be	much	less	effective	than	utilizing	
a	more	balanced	approach.	Specifically,	by	combining	intrinsic	and	extrinsic	motivation.	
Research	 in	 psychology	 suggests	 that	 certain	 orientations	 of	 intrinsic	 and	 extrinsic	
motivation	can	co-exist	and	in	combination	enhance	work	outcomes.		
This	 study	 contributes	 to	 the	 knowledge	 on	 salesperson	motivation	 in	 the	 following	
ways.	 First,	 by	 providing	 a	 comprehensive	 systematic	 review	 on	 how	 motivation	 is	
defined,	major	theories	underpinning	motivation,	how	motivation	has	historically	been	
measured,	and	key	methodologies	employed	over	time.	Second,	by	investigating	how	
the	 combinations	 of	 cognitive	 and	 affective	 orientations	 of	 intrinsic	 and	 extrinsic	
motivation	affect	salesperson	performance	and	work	engagement.	Third,	by	examining	
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context	within	which	 the	PhD	thesis	 is	positioned.	The	 first	 section	1.2.	presents	 the	
introduction	to	the	salesperson	motivation.	This	is	then	followed	by	the	discussion	on	
the	 changes	 in	 the	 sales	 field	 (section	 1.3.).	 The	 section	 1.4.	 briefly	 summarises	 the	






Jaramillo,	 Mulki,	 &	 Marshall,	 2005).	 There	 is	 a	 number	 of	 reasons	 for	 this.	 First,	
salespeople’s	 performance	 has	 important	 bottom-line	 implications	 (MacKenzie,	
Podsakoff,	&	Ahearne,	1998).	Second,	sales	force	accounts	for	the	 largest	part	of	the	
marketing	budget	and	marketing	personnel	(Cravens,	Ingram,	LaForge,	&	Young,	1993).	




sales	 research,	 it	 received	 little	 attention	 in	 the	 literature	 in	 the	 last	 decades	
(Panagopoulos	et	al.,	2011).	























creating	 a	 large	 and	 growing	 body	 of	 knowledge	 regarding	 how	 salespeople	 can	 be	
motivated,	investigating	the	various	forms	of	salesperson	motivation,	and	exploring	the	
effects	of	different	forms	of	motivation	on	different	forms	of	salesperson	performance.	
Research	has	 also	exposed	 the	different	managerial	 interventions	 can	be	brought	 to	
bear	on	 increasing	 the	different	 forms	of	 salesperson	motivation	 including	monetary	
and	 nonmonetary	 rewards,	 job	 designs,	 and	 interpersonal	 managerial	 steering	






Inconsistencies	 in	 research	 findings	 are	 amplified	 by	 a	 variety	 of	 well-documented	









the	 organization	 towards	 that	 of	 a	 business/development/consultant	 (Keszey	 &	
Biemans,	2016;	Narus,	2015),	who	is	heavily	technology	savvy	(Marshall	et	al.,	2012),	
and	 a	 vital	 knowledge	 broker	 (Verbeke,	 Dietz,	 &	 Verwaal,	 2011).	 An	 array	 of	 other	
advances,	such	as	new	sales	technologies	that	support	and	improve	the	sales	processes	
(Kuruzovich,	2013)	and	the	emergence	of	big	data	(Erevelles,	Fukawa,	&	Swayne,	2016),	
have	 changed	 the	 landscape	 in	 which	 salespeople	 operate.	 Further	 to	 this,	 the	
implementation	of	team-based	structures	(Stock,	2006)	and	global	virtual	sales	teams	
(Badrinarayanan,	Madhavaram,	&	Granot,	 2011)	 and	 groupware	 technology	 (Janson,	
Austin,	&	Hynes,	2014)	have	also	transformed	the	way	sales	organizations	function.	Also,	
recent	years	have	seen		significant	changes	in	the	composition	of	many	sales	forces,	with	
inside	 sales	 roles	 making	 up	 an	 increasingly	 higher	 proportion	 of	 sales	 roles	 when	
compared	with	traditional	field	sales	roles	(Zoltners,	Sinha,	&	Lorimer,	2013)	
The	dramatic	shifts	in	the	role	of	the	salesperson	touched	on	above	are	accompanied	by	




motivated	 significantly	differently	 from	early	 generations	 such	as	Baby	Boomers	and	
Generation	 X	 (Brack	 &	 Kelly,	 2012).	 Both	 academic	 research	 and	 practitioner	
publications	 have	 also	 suggested	 that	 millennials	 in	 sales	 roles	 are	 motivated	 and	











there	 remains	 little	 consensus	 on	 exactly	 how	 best	 to	 motivate	 salespeople.	 For	
instance,	a	continuing	challenge	remains	regarding	whether	 it	 is	best	to	use	financial	
incentives,	nonfinancial	 rewards,	sales	 force	steering	 instruments	or	rely	on	 job	 level	
factors	 to	 generate	 IM.	 The	 lack	 of	 a	 prior	 comprehensive	 review	 of	 sales	 force	







in	 synergy.	 She	 stated	 that	 it	 should	 be	 possible	 for	 someone	 to	 be	 simultaneously	
motivated	by,	 for	 instance,	 financial	 gains	 (compensation	 seeking,	 EM)	 and	personal	
challenge	 at	 work	 (challenge	 seeking,	 IM).	 This	 means	 that	 certain	 motivational	
orientations	 can	 in	 combination	 enhance	 importance	 job	 outcomes,	 e.g.	 job	
performance.	 However,	 no	 research	 to	 date	 has	 explored	 how	 the	 combinations	 of	
motivational	orientations	of	salespeople	influence	their	job	outcomes.		
Thirdly,	to	date,	literature	does	not	provide	a	clear	and	unambiguous	set	of	advice	for	
managers	 as	 to	 what	 works	 in	 influencing	 sales	 force	 motivation.	 One	 of	 the	 key	
influencers	of	salesperson	behaviours	and	motivation	is	sales	control	systems	(Oliver	&	
Anderson,	 1994).	 Defined	 as	 sales	 managers’	 attempt	 to	 influence	 behaviour	 and	
activities	 of	 sales	 employees	 in	 order	 to	 achieve	 the	 required	 results,	 sales	 control	
systems	 are	 grouped	 into	 formal	 and	 informal	 classes	 (Jaworski,	 Stathakopoulos,	 &	
Krishnan,	1993).	Research	demonstrates	that	most	of	studies	on	sales	control	systems	
have	concentrated	on	formal	control	systems	(Guenzi,	Baldauf,	&	Panagopoulos,	2014),	
largely	 neglecting	 the	 informal	 control	 systems.	 Given	 the	 importance	 of	 informal	













Chapter	 2	 is	 dedicated	 to	 a	 systematic	 review	 of	 relevant	 literature	 on	 salesperson	
motivation,	 which	 represents	 the	 first	 study	 of	 the	 thesis.	 This	 chapter	 aims	 to	
systematically	 review	 the	 key	 research	 outputs	 on	 salesperson	 motivation	 from	 its	
beginnings	as	a	unique	 field	of	 study	 in	 the	1970s,	up	 to	2017.	The	 literature	 review	
study	aims	to	synthesise	the	key	research	findings	and	outline	the	gaps	in	the	literature	
as	well	as	to	present	the	key	future	research	directions.	
Chapter	 3	 is	 devoted	 to	 summarising	 the	 general	 considerations	 on	 the	 research	
methodology.	This	chapter	aims	to	present	the	discussion	of	the	philosophical	grounds	
of	 the	 thesis.	 Specifically,	 the	 research	 paradigm,	 epistemology	 and	 ontology,	 the	




























methods	 of	 administration,	 designing	 and	 pretesting	 the	 questionnaire.	 The	 chapter	
finishes	with	outline	of	the	main	data	collection	procedure.		
Chapter	4	forms	a	second	study	within	the	thesis,	and	aims	to	examine	the	outcomes	of	
the	 combined	cognitive	and	affective	orientations	of	 IM	and	EM	of	 salespeople.	 The	
unique	 contribution	 of	 the	 chapter	 lies	 in	 utilising	 the	 polynomial	 regression	 with	
response	surface	analysis,	a	sophisticated	statistical	method,	 in	order	to	examine	the	
combined	 effect	 of	 the	 motivational	 orientations	 on	 the	 salesperson	 job	 outcomes.	
Specifically,	the	study	investigates	the	effect	of	all	possible	combinations	of	cognitive	
and	 affective	 orientations	 of	 IM	 and	 EM	 on	 salesperson	 performance	 and	 work	
engagement.	 The	 study	 findings	 offer	 the	 unique	 insights	 on	 the	 most	 effective	
motivational	 combinations	 in	 influencing	 salesperson	 performance	 and	 work	
engagement.	
Chapter	5	is	the	third	and	final	study	within	the	thesis.	After	the	extensive	literature	on	




















synthesis	 on	 the	 topic	 of	 salesperson	 motivation.	 Specifically,	 the	 purpose	 of	 this	
chapter	 is	 to	 systematically	 review	 the	 relevant	 literature	on	 salesperson	motivation	
drawing	from	sales,	marketing	and	organisational	psychology	domains.		











In	 undertaking	 the	 review	 presented	 in	 this	 chapter,	 key	 principles	 of	 a	 systematic	
review	 were	 adopted	 (Barczak,	 2017;	 Palmatier,	 Houston,	 &	 Hulland,	 2017).	 A	
systematic	literature	review	has	been	recognized	as	a	highly	effective	and	transparent	

















Focus	 of	 the	 present	 literature	 review	 is	 salesperson	motivation,	 hence	 the	 primary	
focus	is	on	sales,	marketing,	and	management/business	literature	in	line	with	previous	
conceptual	work	in	sales	domain	(e.g.	Moncrief,	Marshall,	&	Watkins,	2000).	Obviously,	
much	work	has	been	conducted	on	 the	 topic	of	 general	employee	motivation	 in	 the	









subject	 area	 or	 journal.	 The	 search	 was	 performed	 using	 the	 key	 search	 terms	
“motivation”	 and	 “sales”	 in	 the	 abstract	 field	 of	 the	 search	 databases	 (ProQuest	
Business	Collection,	ABI/INFORM	Collection,	ABI/INFORM	Global	and	Entrepreneurship	
Database).	 This	 resulted	 in	 2,957	 hits.	 After	 eliminating	 trade	 journals,	 wire	 feeds,	
conference	proceedings,	magazines	and	newspapers,	the	pool	of	articles	came	down	to	
560	hits.	Following	this,	only	peer	reviewed	journals	were	included	which	resulted	in	a	
pool	 of	 507	 articles.	 The	next	 step	was	 to	 filter	 by	document	 type.	 Specifically,	 only	
journal	 articles	 were	 used	 (excluding	 such	 documents	 as	 features ,reports ,or case 
studies (resulting	in	a	pool	of	483	articles.	Then	only	articles	that	were	written	in	English	
were	 retained,	which	 resulted	 in	478	hits.	 The	next	 step	was	 to	utilize	 a	 key	 journal	
criteria.	Initially,	the	19	key	journals	were	included	that	publish	sales	related	research	as	












previously	 explained,	 the	 focus	 here	 was	 on	 salesperson	 motivation	 excluding	 such	
topics	 as	 customer/consumer/shopper	 motivation.	 Secondly,	 it	 was	 important	 to	
further	explicate	the	scope	of	the	review.	That	 is,	motivation	is	a	broad	topic,	and	as	




explicitly	 concentrate	 on	 articles	 that	 conceptualize/examine	motivation	 or	 its	 types	
(intrinsic	 and	extrinsic).	After	 the	exclusion	of	 such	non-relevant	articles,	particularly	
those	using	“motivation”	in	the	vernacular,	the	pool	of	articles	came	down	to	57.	
Again,	 a	 manual	 check	 of	 the	 citations	 was	 performed	 to	 ensure	 that	 none	 of	 the	
relevant	 articles	 has	 been	missed.	 This	 resulted	 in	 additional	 six	 articles.	 Hence,	 the	
finalized	pool	of	articles	contains	63	papers	that	are	from	13	different	academic	journals.	
The	 journals	 are	 the	 following:	 Journal	 of	 Personal	 Selling	 and	 Sales	 Management	
(JPSSM),	Journal	of	Marketing	(JM),	Journal	of	Business	&	Industrial	Marketing	(JBIM),	
Journal	 of	Marketing	 Research	 (JMR),	 Journal	 of	 the	 Academy	 of	Marketing	 Science	
(JAMS),	Journal	of	Business	Research	(JBR),	 Industrial	Marketing	Management	(IMM),	
European	Journal	of	Marketing	 (EJM),	 International	 Journal	of	Research	 in	Marketing	
(IJRM),	 Psychology	 and	Marketing	 (P&M),	 Journal	 of	Marketing	 Theory	 and	 Practice	
																																																						
2 This included a number of articles that had the word “motivate” or “motivation” present in the 
full-text of the document. For example, in a paper that states “the authors’ motivation to 
examine this topic is…” or “hedonic motivation of the shoppers was…” the term “motivation” 













a	 clear	 and	 structured	 manner	 (e.g.	 Hohenberg	 &	 Homburg,	 2016;	 Menguc,	 Auh,	
Yeniaras,	&	Katsikeas,	2017;	Shi,	Sridhar,	Grewal,	&	Lilien,	2017;	Stros	&	Lee,	2015).	The	
Appendix	 1	 represents	 the	 following	 information:	 study,	 year,	 journal,	methodology,	




As	 a	 starting	 point,	 in	 a	 now	 classical	 paper	 Walker	 et	 al.	 (1977,	 p.	 162)	 defined	




























to	pay	packages	and	 financial	 incentives	 (e.g.	Oliver,	 1974;	Walker	et	 al.,	 1977).	 It	 is	
common	 to	 refer	 to	 this	 assumption	 as	 a	 ”conventional	 wisdom”	 of	 salesperson	
motivation	(e.g.	Cravens	et	al.,	1993;	Wotruba,	MacFie,	&	Colletti,	1991).	However,	later	




2009)	 further	disaggregate	EM	and	 IM	 into	 their	 cognitive	and	affective	orientations	
which	were	found	to	have	distinct	antecedents	and	consequences	(Miao	&	Evans,	2007;	




have	 specifically	 defined	 these	 terms	 as	 follows:	 challenge	 seeking	 deals	 with	 the	
enjoyment	of	 solving	new	and	complex	problems	and	seeking	challenging	 tasks;	 task	
enjoyment	 is	 concerned	 with	 enjoying	 the	 selling	 job	 and	 finding	 it	 pleasurable;	










To-date	 three	 major	 theoretical	 underpinnings	 of	 motivation	 have	 dominated	 sales	













create	 a	 famous	 model	 and	 what	 some	 might	 call	 a	 new	 paradigm	 for	 sales	 force	
management	 research	 (Johnston	&	Marshall,	2005).	Expectancy	 theory	 suggests	 that	
motivation	 is	 driven	 by	 three	 variables,	 that	 Vroom	 (1964)	 named	 expectancy,	
instrumentality,	and	valence	for	rewards.	Expectancy	(effort-performance	relationship)	
refers	 to	 an	 individual’s	 belief	 that	 applying	 a	 given	 amount	 of	 effort	 will	 result	 in	
performance;	 instrumentality	 (performance-reward	 relationship)	 is	 the	 individual’s	
belief	 that	 performing	 at	 a	 certain	 level	 will	 result	 in	 attainment	 of	 desired	
organisational	 rewards;	 and	 valence	 (rewards-personal	 goals	 relationship)	 –	 is	




1981;	 Teas	&	McElroy,	 1986;	 Tyagi,	 1982;	Walker	 et	 al.,	 1977).	 The	 theory	has	been	
described	as	primarily	suited	in	situations	when	effort-performance	and	performance-
reward	 relationships	 are	 consciously	 perceived	 by	 an	 individual	 (House,	 Shapiro,	 &	
Wahba,	1974).	Specifically,	salespeople	exert	effort	in	order	to	achieve	certain	level	of	




these	 effort-performance-reward	 relationships	 are	 especially	 salient,	 likely	 provided	
optimal	conditions	for	utilizing	the	theory.	
However,	 despite	 generally	 fruitful	 results	 produced	 by	 the	 expectancy	 theory	 in	
salesperson	motivation	 (as	well	 as	 in	 the	 general	 psychology	 domain),	most	 studies	
could	 not	 provide	 clear	 predictions	 for	 salesperson	motivation	 (Evans,	Margheim,	 &	
Schlatter,	 1982).	 Research	 in	 psychology	 demonstrated	 “a	 lack	 of	 support	 for	 the	








One	 interesting	 alternative	 theoretical	 approach	 that	 has	 been	 used	 in	 salesperson	
motivation	 research	 is	 attribution	 theory	 (Badovick,	 1990).	 Attribution	 theory,	
originated	by	 Fritz	Heider	 (1958),	 became	widespread	 in	 the	 salesperson	motivation	
literature	 during	 1980s	 and	 1990s.	 Heider	 (1958)	 suggested	 that	 people	 make	
attributions	about	themselves	and	other	people	in	a	manner	of	“naïve	psychologists.”	
Subsequently,	Weiner	(1980)	further	applied	attribution	theory	in	the	area	of	motivation	



































across	 blurring	 boundaries”	 (Jones,	 Brown,	 Zoltners,	 &	 Weitz,	 2005,	 108)	 all	 have	
created	fitting	foundations	for	the	development	of	the	SDT	in	sales	domain.	Hohenberg	
and	Homburg	(2016)	successfully	applied	the	SDT	to	examine	the	effect	of	financial	and	





of	motivation	 in	an	attempt	 to	expand	 the	present	knowledge	on	 the	 topic	 (e.g.	 job	
design	theory	and	expectancy	theory,	Tyagi,	1985c).	Hohenberg	and	Homburg	(2016,	
117)	 concluded	 that	 “future	 research	 could	 investigate	 how	 different	 motivation	












In	 keeping	with	 the	 conceptual	dominance	of	expectancy	 theory,	many	 studies	have	
empirically	 operationalized	motivation	 in	 line	with	 the	 expectancy	model	 (e.g.	 Cron,	
Dubinsky,	&	Michaels,	1988;	Ingram,	Lee,	&	Skinner,	1989;	Tyagi,	1985a;	Tyagi,	1985c).		








































In	 short,	 although	 motivation	 is	 measured	 in	 various	 ways,	 a	 trend	 is	 apparent	
nonetheless.	Most	 IM	 scales	 largely	 incorporate	both	affective	 (task	enjoyment)	 and	
cognitive	(challenge	seeking)	orientations	of	IM,	while	the	measurement	of	EM	in	most	












































Studies	 on	 the	 drivers	 of	 salesperson	 motivation	 can	 be	 largely	 grouped	 into	 (1)	
organisational	 level	 variables	 and	 (2)	 individual	 level	 variables.	 Organisational	 level	
variables	include	those	such	as	job-related	factors,	organisational	stress,	and	sales	force	









salesperson	 IM	 (Jaramillo	 &	 Mulki,	 2008;	 Tyagi,	 1982),	 or	 no	 impact	 at	 all	 (Kemp,	







vis-à-vis	 job	 design	 theory	 (Hackman	 &	 Oldham,	 1976).	 These	 findings	 reveal	 that	
organisational	stress,	emotional	exhaustion,	and	role	conflict	and	overload	negatively	
impact	 both	 IM	 and	 EM	 (Kemp	et	 al.,	 2013;	 Tyagi,	 1982,	 1985a),	with	 role	 overload	
having	 a	 far	 stronger	 effect	 on	 IM	 rather	 than	 on	 EM	and	 role	 ambiguity	 having	 no	
significant	 effect	 on	 either	 IM	 or	 EM	 (Tyagi,	 1985a).	 In	 line	 with	 wider	 research	 on	
organisational	stress	(e.g.	Everly	&	Girdano,	1980;	Selye,	1978;	Singh,	1998),	moderate	




sales	 force	 control	 systems	 are	 important	 drivers	 of	 salespeople's	 affective	 and	
motivational	states.	Specifically,	behaviour-based	control	was	found	to	be	linked	with	
greater	IM,	whereas	outcome-based	control	was	linked	with	greater	EM.	Further	to	this,	




of	 capability	 and	 activity	 control	 can	 decrease	 it.	 Further,	 Hohenberg	 and	 Homburg	




affective	orientations	 led	 to	more	nuanced	 findings	 in	 terms	of	 the	effect	of	 control	
systems.	 Specifically,	 activity	 (behaviour-based)	 control	was	 positively	 related	 to	 the	
affective	 orientation	 (recognition	 seeking)	 aspect	 of	 EM.	 In	 contrast	 capability	
(behaviour-based)	 control	 was	 positively	 related	 to	 the	 cognitive	 orientation	 of	 EM	






Research	 in	 psychology	 (see	 Kanfer	 et	 al.,	 2017	 for	 summary)	 also	 highlights	 the	
importance	 of	 considering	 cognitive	 and	 affective	 processes	 of	 human	 motivation.	
Kanfer	 et	 al.	 (2017)	 conclude	 that	 historically,	 motivational	 theories	 have	 primarily	
concentrated	on	the	cognitive	side	of	motivation	somewhat	overlooking	the	affective	
motivational	processes.	However,	psychological	research	over	the	last	few	decades	has	








whether	 these	 rewards	 contribute	 to	 a	 sense	 of	 accomplishment	 and	 career	
development	aimed	at	different	career	stages.	When	IM	and	EM	are	disaggregated	into	
their	 affective	 and	 cognitive	 orientations,	 the	 findings	 are	 somewhat	 different.	
Specifically,	the	cognitive	orientation	of	IM	and	EM	changes	throughout	career	stages,	
whereas	the	affective	dimension	of	IM	and	EM	does	not	(Miao	et	al.,	2009).	Motivational	
perceptions	 were	 also	 found	 to	 vary	 significantly	 across	 certain	 national	 cultures	
(Dubinsky,	Kotabe,	Lim,	&	Michaels,	1994).	Finally,	Fine	and	Pullins	(1998)	in	their	study	

































is	 fundamentally	 consistent	with	 findings	 on	 employee	motivation	 in	 I/O	 psychology	
literature.	Specifically,	Levin,	Hansen,	and	Laverie	(2012)	found	that	both	IM	and	EM	had	
a	 positive	 impact	 on	 the	 intention	 to	 use	 (sales-	 and	marketing-related)	 technology.	
Miao	 and	 Evans	 (2007)	 reported	 that	 although	 both	 IM	 and	 EM	 contribute	 to	
performance,	 salesperson	 IM	 results	 in	 higher	 levels	 of	 performance	 than	 EM.	 In	
particular,	 intrinsically	 motivated	 salespeople	 were	 more	 likely	 to	 practice	 adaptive	
selling	which	led	to	enhanced	performance	(Jaramillo	et	al.,	2007;	Pettijohn,	Pettijohn,	









to	 poor	 strategies.	 This	 in	 turn	motivated	 them	 to	work	 smarter,	which	had	 a	more	
important	 performance	 implication	 than	 EM.	 In	 contrast,	 EM	 led	 salespeople	 to	
attribute	failures	to	insufficient	effort,	which	in	turn	motivated	them	to	work	harder.	







behaviours	 (Murphy,	2004).	However,	 these	 findings	may	be	seen	 in	a	different	 light	
when	IM	is	further	disaggregated	into	its	orientations.	For	example,	challenge	seeking	
(IM),	was	 found	to	decrease	salesperson	role	conflict	while	 task	enjoyment	 (IM)	was	
found	to	increase	role	ambiguity	(Miao	&	Evans,	2007;	Miao	et	al.,	2007).	The	two	EM	
orientations	 have	 also	 been	 found	 to	work	 in	 opposition.	 Specifically,	 compensation	
seeking	(EM)	was	found	to	decrease	role	conflict,	whereas	recognition	seeking	(EM)	was	
found	to	increase	it	(Miao	&	Evans,	2007).		
Finally,	 a	 number	 of	 studies	 have	 examined	 the	 relationship	 between	 salesperson	
motivation	and	job	satisfaction.	For	instance,	motivation	for	recognition	(EM,	affective)	
was	 found	 to	 have	 a	 direct	 positive	 effect	 on	 job	 satisfaction	 (Tanner,	 Tanner,	 &	
Wakefield,	 2015).	Miao	 and	 Evans	 (2014)	 found	 that	 the	 two	 extrinsic	 motivational	
orientations	have	different	effects	on	job	satisfaction	depending	on	the	proportion	of	
new	 customers	 they	 are	 dealing	 with.	 Specifically,	 the	 authors	 demonstrated	 that	
compensation	 seeking	 (EM)	 enhanced	 job	 satisfaction	 only	 when	 salespeople	 were	













be	 solely	 in	 favour	 of	 IM.	 Moreover,	 in	 reality	 in	 most	 work	 situations	 people	 are	






has	 a	 diminishing	 effect	 on	 IM	 orientation,	 especially	 if	 controlling	 rather	 than	
informational	aspects	of	incentives	are	emphasized.	Ingram	and	Bellenger	(1983)	found	
that	 salespeople	on	 commission-based	 compensation	plans	 (performance	 contingent	





















readily	 available.	 Salespeople	 can	help	 in	 interpreting	 customer	 information,	market	
trends,	and	identifying	latent	customer	needs.	However,	working	with	big	data	implies	
a	motivational	 challenge,	 as	 a	 salesperson’s	motivation	 is	 geared	 to	 the	 face-to-face	
encounter	with	the	customers	with	focus	on	interpersonal	communication	skills	such	as	
presenting,	negotiating,	and	listening.		
Prior	 studies	 have	 mainly	 relied	 on	 the	 Technology	 Readiness	 Index	 (Parasuraman,	
2000)	and	the	Technology	Acceptance	Model	(Venkatesh	&	Davis,	2000)	to	examine	the	
driving	 role	 of	 EM	 and	 IM	 factors	 to	 the	 adoption	 of	 traditional	 offline	 sales	
technologies.	 Compared	 to	 these	 traditional	 technologies,	 innovative	 digital	





salespeople	 often	 are	 more	 hesitant	 to	 use	 these	 innovative	 digital	 technologies.	
Moreover,	they	may	be	afraid	that	adoption	of	the	innovative	technologies	will	lead	to	
the	 automation	of	 important	 aspects	 of	 their	 job	 activities	 and	put	 their	 job	 at	 risk.	






Second,	 the	 introduction	 of	 team	 and	 network-based	 structures	 (Stock,	 2006)	 has	
highlighted	 the	 importance	of	 interpersonal	 dynamics	 as	 a	 key	 aspect	 of	 sales	 force	
motivation	 strategies.	 This	underlines	 the	 importance	of	examining	 the	 role	of	 team	
dynamics	 and	 interpersonal	 interactions	 with	 co-workers	 as	 drivers	 of	 salesperson	
motivation.	The	purpose	of	sales	teams	is	having	salespeople	work	together	“to	create	
synergies	 among	 team	 members	 with	 different	 levels	 of	 skills	 and	 experiences”	
(Ahearne,	MacKenzie,	Podsakoff,	Mathieu,	&	Lam,	2010,	p.	461).	The	use	of	such	team-
based	structures	implies	that	salespeople	should	be	motivated	to	fulfil	an	additional	role	








Future	 research	 could	 draw	 on	 the	 motivation,	 opportunity,	 and	 ability	 framework	
(MacInnis,	 Moorman,	 &	 Jaworski,	 1991)	 to	 acquire	 more	 insight	 into	 salespeople’s	
















selling	 process,	 such	 as	 prospecting,	 approaching,	 negotiating,	 and	 closing	 the	 sale.	




&	Marshall,	 2005),	 combine	 the	 sale	 of	 products	 with	 the	 provision	 of	 high-quality	
customer	 service	 (Jasmand,	 Blazevic,	 &	 de	 Ruyter,	 2012),	 or	 balance	 the	 traditional	
selling	task	with	new	selling	approaches	(der	Borgh,	de	Jong,	&	Nijssen,	2015).	Also,	as	
mentioned	 earlier,	 team-based	 settings	 necessitate	 that	 salespeople	 combine	
additional	 prosocial	 behaviours	 such	 as	helping	 colleagues	with	 the	 gamut	of	 selling	
responsibilities.	 Future	 research	 along	 these	 lines	 can	make	use	of	 the	 literature	on	
ambidexterity,	which	 is	the	ability	to	combine	potentially	conflicting	role	activities	to	
investigate	 how	 salespeople	 can	 successfully	 combine	 and	 integrate	 multiple	 roles	
(March,	1991;	Tushman	&	O'Reilly,	1996).	Other	theoretical	approaches	that	can	yield	
better	 insights	 into	 how	 to	 effectively	 balance	 different	 roles	 in	 sales	 include	 role	
balance	theory	(Greenhaus,	Collins,	&	Shaw,	2003;	Marks	&	MacDermid,	1996)	and		role	
theory	 (Katz	 &	 Kahn,	 1978).	 Role	 balance	 refers	 to	 the	 equal	 engagement	 of	 an	
individual	 in	 the	performance	of	 every	 role	 in	his	 or	 her	 total	 role	 system	 (Marks	&	
MacDermid,	1996).		
Another	 important	 emerging	 theory	 of	 motivation	 that	 can	 be	 fruitful	 in	 studying	
salesperson	motivation	is	Vancouver’s	(2008)	dynamic	process	theory	of	self-regulation.	
This	theory	incorporates	both	cognitive	and	affective	processes	by	utilizing	the	notion	
of	 goal	 systems	 to	 understand	 a	 person’s	 acting,	 thinking,	 learning,	 and	 feeling	
(Vancouver,	2008).	This	 is	particularly	 relevant	 in	sales	 roles	when	salespeople	often	
work	toward	multiple	goals.		
Fourth,	there	is	a	strong	call	for	adapting	longitudinal	techniques	in	sales	research	to	
“gain	 a	 more	 nuanced	 understanding	 of	 many	 of	 the	 most	 commonly	 studied	
phenomena	in	our	field”	(Bolander,	Dugan,	&	Jones,	2017).	Researcher	psychologists	in	




dynamic	 interactionist	 approach	 to	 studying	 motivation	 in	 order	 to	 track	 how	
motivational	variables	change	and	develop	over	time	(Kanfer	et	al.,	2017).	Advanced	
longitudinal	techniques	and	multi-source	data	(e.g.	as	 it	was	done	by	Fu,	Richards,	&	
Jones,	 2009)	 can	 assist	 in	 exploring	 the	 cause-and-effect	 dynamics	 of	 salesperson	
motivation	 over	 time	 and	 as	 such	 further	 strengthen	 and	 develop	 the	 theoretical	
framework	of	the	domain	(Bolander	et	al.,	2017).	Another	approach	is	Steel	and	König’s	
(2006)	 temporal	 motivation	 theory	 (TMT),	 which	 is	 grounded	 on	 the	 premises	 of	
expectancy	theory,	picoeconomics,	cumulative	prospect	theory,	and	need	theory.	TMT	
strives	to	provide	“unifying	insights	from	several	theories	of	motivation”	(Steel	&	Konig,	
2006,	907).	 Importantly	 for	sales	research,	 it	defines	expectancy	and	valence	 in	truly	
dynamic	terms.	It	also	incorporates	time	to	deadlines	as	a	predictor	for	subjective	utility	
followed	by	task	choices	over	time	(Vancouver,	Weinhardt,	&	Schmidt,	2010).		
Finally,	 an	 interesting	 avenue	 for	 future	 research	 is	 to	 explore	 the	 possibility	 of	
curvilinear	relationships	(Walton,	1969)	between	motivational		and		outcome	(e.g.	task	
performance,	salesperson	well-being,	customer	satisfaction)	variables.	For	instance,	a	
number	 of	 studies	 have	 found	 support	 for	 a	 presence	 of	 a	 U-shaped	 relationship	
between	assigned	goals	and	selling	effort	(Fang,	Palmatier,	&	Evans,	2004),	quota	levels	
and	 salesperson	 performance	 (Chowdhury,	 1993),and	 task	 conflict	 and	 employee	














IM,	 especially	 when	 such	 rewards	 are	 offered	 for	 highly	 interesting	 tasks	 and	 are	
contingent	on	performance	(as	summarised	by	Kanfer	et	al.,	2017).	It	is	known	that	sales	
compensation	 packages	 commonly	 consist	 of	 bonuses	 and	 commissions	 which	 are	
contingent	 to	 certain	 performance	 achievements	 (Kishore	 et	 al.,	 2013),	 hence	 these	
could	be	detrimental	 to	 IM.	Mallin	and	Pullins	 (2009)	 found	that	sales	 force	steering	
mechanisms	 (behaviour	 activity	 control)	 negatively	 moderated	 the	 relationship	
between	proportion	of	variable	pay	and	IM.	Careful	utilization	of	the	right	(combination	
of)	 incentives	 as	 well	 as	 work	 environment	 contexts	 (e.g.	 sales	 force	 steering	
mechanisms)	which	would	 not	 harm	 IM	but	 perhaps	 even	 enhance	 it	 appears	 to	 be	
critical	 in	 this	 light.	 Indeed,	 the	most	 recent	meta-analysis	 on	 this	 subject	 (Cerasoli,	
Nicklin,	 &	 Ford,	 2014),	 which	 included	 40	 years	 of	 research	 and	 nine	 previously	
published	meta-analyses,	has	demonstrated	that	although	extrinsic	rewards	(incentives)	
can	 undermine	 IM,	 in	 truth	 EM	 and	 IM	 can	 still	 co-exist.	 Future	 research	 could	




personal	 recognition,	 defined	 as	 “periodic	 acknowledgement	 of	 performance	




and	 EM	 and	 performance	 is	 scarce.	 A	 potentially	 interesting	 research	 avenue	 lies	 in	
investigating	the	effect	of	non-monetary	rewards	on	IM	and	EM	as	well	as	the	combined	
effect	of	monetary	 incentives	and	non-monetary	 rewards	on	salesperson	 IM	and	EM	
and	the	four	motivational	orientations.		
Finally,	 several	 studies	within	 the	 sales	 domain	 have	 emphasized	 the	 importance	 of	
positive	 working	 environment	 and	 supervisory	 support	 in	 influencing	 salesperson	
behaviours	 (Jaramillo	&	Mulki,	 2008;	 Kemp	et	 al.,	 2013;	 Tyagi,	 1982,	 1985a,	 1985b).	












salesperson	 performance,	 for	 several	 good	 reasons.	 For	 example,	 the	 sales	 force	
typically	accounts	for	the	largest	part	of	the	marketing	budget	and	marketing	personnel	
(Cravens	et	al.,	1993),	hence	their	actual	performance	is	of	crucial	prominence	in	terms	






2011)	 and	 work	 engagement	 (e.g.	 Fujimoto,	 Ferdous,	 Sekiguchi,	 &	 Sugianto,	 2016;	
Menguc	 et	 al.,	 2017).	 Such	work	 outcomes	 are	 commonly	 found	 to	 have	 important	
implications	 for	 overall	 organisational	 development,	 customer	 orientation,	 job	
satisfaction,	organisational	commitment,	and	performance	(e.g.	T.	M.	Amabile,	1996;	
Bai	et	al.,	2016;	Miao	&	Wang,	2016;	Schaufeli,	 Salanova,	González-Romá,	&	Bakker,	





As	 discussed	 earlier	 in	 this	 chapter,	 salesperson	motivation	 research	 has	 gone	 from	







the	 four	 motivational	 orientations,	 incorporating	 their	 drivers	 and	 outcomes	 at	
individual	and	organisational	levels.		












(Fine	 &	 Pullins,	 1998).	 More	 recent	 studies	 in	 sales	 have	 also	 demonstrated	 the	
importance	 of	 incorporating	 gender	 in	 sales	 force	 research	 (Rutherford,	Marshall,	 &	
Park,	2014).	Boles,	Madupalli,	Rutherford,	and	Andy	Wood	(2007)	reported	significant	
differences	between	male	and	female	salespeople	in	the	relationship	between	aspects	
of	 job	 satisfaction	and	affective	organisational	 commitment.	Rutherford	et	al.	 (2014)	
found	that	there	are	important	gender	effects	in	such	areas	of	sales	job	as	perceived	











This	 chapter	presented	a	 systematic	 review	of	 the	 relevant	 literature	on	salesperson	
motivation	 drawing	 the	 relevant	 conceptualisations	 from	 organisational	 psychology	
domain.		
Although	theory	development	has	progressed	 in	this	area,	and	has	generally	become	
more	nuanced	 in	 terms	of	 insights	presented	by	academic	 research	 into	 salesperson	


















The	 chapter	 begins	 with	 discussion	 of	 the	 philosophical	 grounds	 of	 the	 thesis.	
Specifically,	with	the	research	paradigm,	epistemology	and	ontology	(section	3.2.).	Next,	
the	 rational	 for	 the	 choice	of	 the	 research	design	 is	 discussed	 (section	3.3.)	 and	 the	
longitudinal	versus	cross-sectional	data	choices	are	reviewed	(section	3.4.)	This	is	then	
followed	by	a	presentation	of	the	choice	of	respondents	(section	3.5.)	and	methods	of	
administration	 (section	 3.6.).	 The	 next	 two	 sections	 are	 dedicated	 to	 the	measuring	
instrument	 (section	 3.7.)	 and	 to	 designing	 and	 pretesting	 the	 questionnaire	 (section	
3.8.).	The	final	two	sections	present	ethical	considerations	(section	3.9.)	and	conclusion	
(section	3.10).	









These	 are	 so	 called	 the	 ‘ologies’	 that	 help	 to	 understand	 various	 concepts	 in	 the	
knowledge	generation	process	(Lee	&	Lings,	2008).		
Ontology	refers	to	a	set	of	beliefs	about	what	the	nature	of	the	reality	studied	by	the	












The	two	major	epistemological	approaches	 that	prevail	 social	 sciences	are	positivism	
and	realism	(Lee	&	Lings,	2008).	Positivism	which	is	most	often	associated	with	scientific	




the	 consequence	 or	 outcome	 (performance).	Motivation	 is	 an	 unobservable	 (latent)	
construct	and	is	an	important	concept	of	psychological	theory	(ibid).	Thus,	according	to	
a	positivist	view,	these	constructs	just	don’t	exist.		




the	 example	 on	 human	 motivation,	 realists	 would	 argue	 that	 although	 motivation	


































preference	 towards	 the	 philosophical	 approach	 utilised	 in	 a	 research	 (Miles	 &	














research	 is	well	established	with	a	 relatively	extensive	number	of	descriptive	 studies	





the	present	 research	project,	 the	 literature	 review	presented	 in	Chapter	2	 forms	 the	
exploratory	stage	of	the	project.	It	therefore	provides	a	foundation	for	a	descriptive	part	
of	this	research	project	which	is	outlined	in	the	following	sections	of	this	chapter.	
Next	 step	 is	 to	 consider	 quantitative	 and	 qualitative	 techniques	 to	 be	 utilised	 in	 a	
research	 project.	 Qualitative	 approach	 is	 generally	 concerned	 with	 understanding	
human	behaviour	from	the	actor’s	perspective;	it	is	subjective	and	uses	uncontrolled,	
naturalistic	 observational	 measurement	 (Deshpande,	 1983).	 It	 is	 exploratory,	 and	
discovery-oriented	 in	 nature	 (Churchill	 &	 Iacobucci,	 2006).	 On	 the	 other	 hand,	
quantitative	approach	employs	quantitative	techniques	and	is	generally	concerned	with	
understanding	 the	 facts	 and	 causes	 of	 social	 phenomenon,	 uses	 controlled	























the	 research	questions.	 This	 research,	 hence,	 is	 primarily	 verification-oriented	which	




























over	 a	 certain	 period	 of	 time	 (Lee	 &	 Lings,	 2008).	 One	 of	 its	 key	 benefits	 is	 that	




However,	 longitudinal	 studies	 have	 several	 drawbacks.	 Specifically,	 they	 are	 usually	
associated	 with	 smaller	 sample	 sizes	 due	 to	 the	 fact	 that	 they	 are	 highly	 resource	





in	 time	 (Lee	&	 Lings,	 2008).	One	 of	 the	major	 issues	 associated	with	 cross-sectional	
studies	is	in	assessing	causality	which	requires	researcher	to	control	the	time	and	order	
of	 the	measured	 constructs	 (Edwards	 &	 Bagozzi,	 2000).	 Specifically,	 when	 analysing	
cross-sectional	data,	a	researcher	can	be	described	as	being	limited	to	drawing	patterns	
of	 correlations	 between	 variables	 as	 opposed	 to	 claiming	 causality	 (Cadogan,	 Paul,	
Salminen,	Puumalainen,	&	Sundqvist,	2001).	Causality	establishes	relationships	of	the	









However,	 it	 was	 found	 that	 common	 method	 bias	 can	 be	 unproblematic	 when	
relationships	between	constructs	investigated	are	quite	large	in	magnitude	(Rindfleisch,	
Malter,	 Ganesan,	&	Moorman,	 2008).	 Additionally,	 given	 that	 appropriate	 sample	 is	
selected,	 cross-sectional	 studies	 can	 attain	 higher	 external	 validity	 and	 allow	 a	
researcher	 to	 collect	data	on	 far	more	variables	and	on	 larger	 samples	 (Lee	&	Lings,	










Various	 respondents	 may	 be	 used	 in	 sales	 research,	 including	 sales	 managers,	
salespeople	or	a	dyadic	approach	when	both	sales	managers	and	salespeople	participate	
in	 a	 study.	 The	 choice	 hence	 should	 be	 directed	 by	 the	 nature	 of	 the	 research.	 The	
current	 research	 project	 explores	 the	 effects	 of	 combinations	 of	 motivational	









Therefore,	 it	 appears	 logical	 to	 use	 salespeople	 as	 main	 source	 of	 data	 for	 these	
constructs.	
However,	 when	 it	 comes	 to	 the	 main	 outcome	 variable	 which	 is	 salesperson	
performance,	 it	 is	 important	 to	note	how	 this	 construct	differs	 from	 the	other	more	
internal	variables.	Specifically,	salesperson	outcome	performance	can	be	described	as	
results	 or	 ‘outputs’	 (Churchill,	 Ford,	 Hartley,	 &	Walker,	 1985)	 that	 are	 attributed	 to	
salesperson’s	selling	behaviour	(Baldauf,	Cravens,	&	Piercy,	2001).	Although	such	results	
are	almost	 certainly	 consequences	of	 salesperson’s	 actions	and	behaviours,	 they	are	
ultimately	 external	 to	 the	 person	 himself,	 i.e.	 can	 be	 either	 self-measured	 or	 ‘more	
objective’	(Churchill	et	al.,	1985).	Dyadic	studies	of	both	salespeople	and	their	manager	




is	 often	 difficult	 and	 can	 be	 very	 time	 consuming	 (Shannahan,	 Bush,	 &	 Shannahan,	
2013).	The	main	issue	here	is	that	any	self-reported	performance	ratings	must	be	pair	
coordinated	with	the	responses	of	their	sales	managers,	and	if	any	of	the	responses	in	a	















There	 are	 generally	 four	 methods	 of	 collecting	 cross-sectional	 survey	 data:	 mail,	












In	 addition	 to	 this,	 online	 questionnaires	 are	 very	 quick	 in	 administering	 and	 have	
extremely	 low	costs	associated	with	 them	which	 is	 said	 to	make	 it	 the	 future’s	most	
popular	method	 of	 survey	 administration	 in	 the	world	 (Dillman,	 Smyth,	 &	 Christian,	
2014).	 The	 software	 automatically	 records	 the	 answers,	 and	 the	 data	 is	 ready	 for	
analysis	within	the	minutes.	Finally,	the	availability	to	the	researcher	of	the	online	survey	





instantaneously	 due	 to	 them	 being	 cost	 and	 time	 intensive.	 Specifically,	 in-person	
interviews	 would	 require	 substantial	 travelling	 across	 the	 UK	 and	 even	 around	 the	
world.	Hence,	 this	was	not	 feasible	 for	 this	project.	Telephone	 interviews	would	also	




































Pretesting	 the	 questionnaire	 is	 essential	 step	 of	 questionnaire	 development	 and	 is	
important	 step	 to	 ensure	 a	 successful	 data	 collection	 (Iacobucci	 &	 Churchill,	 2010).	
Bolton	 (1993)	 posits	 that	 pretesting	 questionnaire	 is	 a	 useful	 way	 of	 improving	
questionnaire	as	well	 as	 identifying	and	 refining	defective	questions.	 It	 also	helps	 to	















One	 of	 the	most	 important	 considerations	 in	 preparing	 protocols	 is	 the	 nature	 and	
amount	 of	 respondents	 (Hunt,	 Sparkman,	&	Wilcox,	 1982).	 	 Literature	 suggests	 that	
protocols	should	be	run	with	a	number	of	knowledgeable	people,	including	experts	on	
survey	design,	people	from	the	population	studied	as	well	as	people	with	an	analytical	






Hunt	 et	 al.	 (1982)	 conclude	 that	 this	 should	 coincide	 with	 the	 function	 of	 the	
questionnaires	as	well	as	with	the	nature	of	the	target	population.		
Since	the	study	utilises	existing	measures,	many	of	which	have	been	tested	a	number	of	
times,	 a	 small	 number	of	 respondents	 for	 protocols	was	deemed	 satisfactory.	 These	

























Second,	 some	 questions	 have	 been	 deleted	 or	 amended.	 Questions	 that	 have	
















salesperson	 pilot	 study	 involved	 8	 salespeople	 from	 various	 sales	 organisations.	 The	

















To	 ensure	 that	 this	 research	 complies	 with	 the	 ethical	 guidelines,	 Research	 Ethics	










details.	 In	order	 to	ensure	participants	 familiarised	 themselves	with	 the	content	and	
purpose	 of	 the	 study,	 a	 compulsory	 informed	 consent	 form	was	 integrated	 into	 the	
questionnaire	(Appendix	5).		















The	chapter	presented	 the	discussion	of	 the	philosophical	grounds	of	 the	 thesis,	 the	
rational	for	the	chosen	research	design	and	methods	of	administration,	as	well	as	the	
selection	 of	 salespeople	 as	 the	 main	 respondents.	 The	 chapter	 also	 detailed	 the	
procedures	for	pretesting	the	questionnaire.	The	following	chapter	(Chapter	4)	contains	
























This	 chapter	 is	 structured	 in	 the	 following	way.	The	 section	4.2.	 summarises	 the	key	
background	literature	on	salesperson	motivation	and	its	outcomes.	This	is	followed	by	
hypothesis	development	(section	4.3.)	and	a	discussion	on	the	research	method	(section	










intrinsically	 or	 extrinsically	 motivated.	 Historically,	 the	 sales	 literature	 has	 largely	
concentrated	on	various	methods	of	 increasing	extrinsic	motivation	 (EM),	presenting	























(2014)	demonstrates	 that	 although	extrinsic	 rewards	 (incentives)	 can	undermine	 IM,	
they	can	still	co-exist	and	even	work	together.		
This	 notion	 supports	 the	 suggestion	of	 T.	M.	Amabile	 (1993,	 1997)	who	argued	 that	
'given	 the	 right	 combination	 of	 personality	 traits	 and	 work	 environment	 contexts,	
intrinsic	 and	 extrinsic	 motivation	 can	 combine	 synergistically	 to	 yield	 high	 levels	 of	
performance	and	personal	satisfaction’	(T.	M.	Amabile,	1993,	p.	187).	T.	M.	Amabile	et	
al.	(1994)	in	their	Work	Preference	Inventory	proposed	four	motivational	orientations:	
two	 for	 IM	 (cognitive	 and	 affective)	 and	 two	 for	 EM	 (cognitive	 and	 affective).	 The	
cognitive	orientation	of	 IM	 is	 categorized	 as	 “challenge	 seeking,”	while	 the	 affective	
orientation	of	IM	is	titled	“task	enjoyment.”	In	addition,	the	cognitive	orientation	of	EM	
is	 titled	 “compensation	 seeking,”	 whereas	 the	 affective	 orientation	 of	 EM	 is	 titled	
“recognition	 seeking.”	 The	 proposed	 motivational	 orientations	 can	 be	 defined	 as	






one	 can	 earn	 in	 their	 job;	 and	 recognition	 seeking	 is	 concerned	 with	 receiving	
recognition	from	the	others	(T.	M.	Amabile	et	al.,	1994).		

















literature	 are	 output	 and	 behavioural	 performance	 (e.g.	 Anderson	 &	 Oliver,	 1987;	
Baldauf	et	al.,	2001;	Miao	et	al.,	2007;	Oliver	&	Anderson,	1994).	Salesperson	output	
performance	 refers	 to	 the	quantitative	 results	of	 salesperson’s	 selling	behaviour	and	










performance	 is	 that	salespeople	have	a	greater	control	over	their	sales	activities	 (i.e.	
behavioural	performance)	than	over	the	actual	sales	results	they	may	achieve	(Baldauf	
et	al.,	2001).	
While	 the	 primary	 focus	 of	 the	 sales	 literature	 is	 on	 the	 tangible	 outcomes	 of	
salesperson	behaviour	(i.e.	number	of	sales	calls	or	revenue	generated),	more	recent	
research	 in	 psychology	 and	 sales	 motivation	 has	 captured	 the	 importance	 of	 ‘soft’	
outcomes	such	as	work	engagement	(Salanova	et	al.,	2005;	Verbeke	et	al.,	2011).	Such	






is	defined	as	a	 ‘positive’	 fulfilling,	work-related	state	of	mind	that	 is	characterized	by	
vigour,	dedication,	and	absorption’	(Schaufeli	et	al.,	2002,	p.	72).	Vigour	refers	to	high	
levels	 of	 energy	 while	 performing	 work	 tasks,	 dedication	 refers	 to	 enthusiasm	 and	
challenge	at	work,	while	absorption	signifies	a	state	of	being	fully	immersed	in	an	activity	
(Salanova	et	al.,	2005).	Work	engagement	is	related	to	the	idea	of	important,	meaningful	
and	 challenging	work	 (Maslach,	 Schaufeli,	&	 Leiter,	 2001).	 It	 is	 an	affective-cognitive	
state	 which	 is	 not	 specifically	 concentrated	 on	 any	 particular	 objects	 or	 behaviour	
(Schaufeli	et	al.,	2002).	Hence,	it	does	not	deal	with	measurable	and	quantifiable	work	
outcomes	 such	 as	 output	 performance,	 nor	 with	 specific	 selling	 activities	 as	 in	
behavioural	performance.	Although	work	engagement	 is	a	concept	 that	 is	 somewhat	
related	to	salesperson	behaviour	(i.e.	various	work	activities),	it	is	different	in	its	very	
nature.	Specifically,	work	engagement	 is	about	being	connected	to	 the	work	 itself;	 it	
offers	 a	more	nuanced	perspective	 into	 the	 relationship	an	employee	has	with	 their	
work	(Maslach	et	al.,	2001).		
Unlike	behavioural	performance,	work	engagement	has	not	been	extensively	studied	in	





that	 there	 is	 an	 important	 link	between	work	engagement	 and	employee	well-being	






































(Ingram	 et	 al.,	 1989;	Oliver,	 1974;	 Tyagi,	 1985c).	 Salespeople	will	 behave	 differently	






































performance	 implication	than	EM	which	 leads	salespeople	 to	work	harder.	However,	
















Therefore,	 the	argument	presented	here	 is	 that	both	 IM	and	EM	 in	combination	will	
positively	 affect	 salesperson	 work	 outcomes.	 That	 is,	 the	 higher	 IM	 and	 EM	 in	
combination,	the	higher	output	and	behavioural	performance	and	work	engagement.		
H1a.	 IMxEM	 combinations	 will	 have	 a	 positive	 effect	 on	 salesperson	 output	
performance.	










salesperson	 performance	 and	 work	 engagement:	 purely	 intrinsic	 (IMxIM),	 purely	
extrinsic	(EMxEM)or	intrinsic-extrinsic	(IMxEM)	combinations	remain	unstudied.	
Intrinsically	 motivated	 salespeople	 are	 more	 likely	 than	 those	 who	 are	 extrinsically	
motivated	 to	 practice	 adaptive	 selling	 (Jaramillo	 et	 al.,	 2007;	 Pettijohn	 et	 al.,	 2002;	










On	 the	 other	 hand,	 it	 has	 been	 established	 that	 IM	may	 result	 in	 reduced	 levels	 of	
burnout,	 role	 ambiguity	 and	 role	 conflict	 (K.	Grant	 et	 al.,	 2001;	 Keaveney	&	Nelson,	
1993;	 Low	 et	 al.,	 2001),	 which	 all	 have	 negative	 performance	 implications.	 Hence,	
combinations	 of	 IM	 and	 EM,	 could	 have	 greater	 positive	 performance	 and	 work	
engagement	 effect	 as	 IM	will	 compensate	 and	 neutralize	 the	 negative	 effects	 of	 an	
exclusive	EM	orientation.	In	other	words,	when	EM	contributes	to	a	person’s	feelings	of	
competence,	it	can	effectively	combine	with	IM.	T.	M.	Amabile	(1993)	has	labelled	this	
underlying	 mechanism	 as	 ‘extrinsics	 in	 service	 of	 intrinsics’	 (p.	 194).	 For	 instance,	
rewards	 and	 recognitions	 that	 contribute	 to	 a	 person’s	 feelings	 of	 competence	 will	




H2a.	 IMxEM	 combinations	 are	 more	 effective	 in	 enhancing	 salesperson	 output	
performance	than	combinations	of	IMxIM/EMxEM.	
H2b.	 IMxEM	 combinations	 are	more	 effective	 in	 enhancing	 salesperson	 behavioural	
performance	than	combinations	of	IMxIM/EMxEM.	




Congruence	 has	 been	 extensively	 studied	 in	 organizational	 behaviour	 literature	 and	
refers	 to	 an	 agreement,	 match	 or	 fit	 of	 two	 predictor	 variables	 in	 the	 relationship	
between	these	and	an	outcome	construct	(Edwards,	1994).	Congruence	simply	means	
fit	or	balance	(Shanock,	Baran,	Gentry,	Pattison,	&	Heggestad,	2010).	






IM	 (autonomous	 causes).	 However,	 a	 person	 can	 act	 based	 on	 congruence	 of	 their	
intrinsic	 (autonomous)	 reasons	 and	 extrinsic	 (controlled)	 reasons	 (Sheldon	&	Kasser,	
1995).	While	some	attention	has	been	paid	to	investigating	the	congruence	or	synergy	
of	IM	and	EM	(e.g.	T.	M.	Amabile,	1993;	Sheldon	&	Kasser,	1995),	there	are	no	known	

























utilized	 as	 main	 channels.	 These	 included	 sales	 professional	 groups	 on	 LinkedIn	
(linkedin.com),	as	well	as	professional	sales	networks	of	specific	companies	and	groups	
which	 were	 accessed	 via	 personal	 and	 university	 contacts.	 The	 initial	 invitation	 to	
potential	 respondents	 included	 the	general	project	 information,	 the	 researcher’s	 full	
contact	details	and	a	 link	 to	 the	questionnaire.	 It	was	also	noted	that	 if	 respondents	
preferred	a	paper	copy	of	the	questionnaire,	it	was	available	upon	request.	An	incentive	
of	a	prize	draw	for	one	of	two	iPad	Minis	was	offered,	and	respondents	had	to	enter	
themselves	 into	 a	 prize	 draw	 by	 providing	 their	 email	 address	 and	 a	 full	 name.	 To	
encourage	timely	response,	a	time	frame	was	introduced	into	the	prize	draw	procedure.	




study,	 two	screener	 items	were	used.	The	 first	question	was	at	 the	beginning	of	 the	
questionnaire,	 and	 asked	 the	 respondents	 to	 confirm	 that	 they	 work	 in	 B2B	 sales.	
Respondents	 were	 screened	 out	 if	 they	 did	 not	 confirm.	 The	 second	 question	 was	
positioned	 towards	 the	 end	 of	 the	 questionnaire,	 as	 a	 final	 check,	 asking	 the	
respondents	to	re-state	their	type	of	position	and	an	industry	they	work	in.	




Hong	 Kong,	 Indonesia,	 Italy,	 South	 Korea,	 Lithuania,	 Luxemburg,	 Pakistan,	 Poland,	


























The	 questionnaire	 for	 this	 study	was	 based	 on	 existing	 validated	 scales	 from	 recent	
marketing	and	sales	literature	(see	Appendix	2).	The	four	motivational	orientations	(two	
for	 IM	 and	 two	 for	 EM)	were	measured	 using	 scales	 developed	 by	Miao	 and	 Evans	
(2014),	 based	 on	 T.	M.	 Amabile	 et	 al.	 (1994).	 Scale	 reliability	 (Cronbach’s	 alpha)	 for	
challenge	seeking	is	0.91,	for	task	enjoyment	is	0.91,	for	compensation	seeking	is	0.82	
and	for	recognition	seeking	is	0.78.	Output	performance	and	behavioural	performance	
were	 both	 measured	 using	 a	 scale	 developed	 by	 Miao	 and	 Evans	 (2007)	 based	 on		
Behrman	and	Perreault	Jr	(1982).	Scale	reliabilities	are	0.80	and	0.74	respectively.	Work	
engagement	was	measured	using	a	short	version	of	Utrecht	Work	Engagement	Scale	
(UWES-9)	 that	 has	 been	 validated	 in	 a	 number	 of	 countries	 (Salanova	 et	 al.,	 2005).		




for	each	construct,	demonstrating	acceptable	 results	 for	 the	constructs	 in	 this	study.	





that	 the	 items	 load	 on	 the	 intended	 constructs,	 showing	 loadings	 that	 above	 the	
recommended	 .40	 which	 confirms	 the	 convergent	 validity.	 In	 order	 to	 assess	
discriminant	validity	of	the	model	constructs,	average	variance	extracted	(AVE)	test	was	
performed.	 The	 AVE	 for	 each	 construct	 in	 a	 pair	 was	 greater	 than	 the	 squared	
correlation	between	that	pair	of	constructs	which	signifies	discriminant	validity	(Fornell	
&	Larcker,	1981).	Descriptive	statistics	for	the	study	data,	including	composite	reliability	
and	 AVE	 is	 presented	 in	 Table	 4.2.	 below.	 Finally,	 the	 overall	 model	 fit	 indices	
demonstrate	 an	 acceptable	 model	 fit.	 The	 Chi-Square	 χ2	 =	 487.890	 (df	 =	 303)),		
comparative	fit	index	(CFI)	=	.909	and	Tucker-Lewis	index	(TLI)	=	0.895)	(Hu	&	Bentler,	
1999).	Root	Mean	Square	Error	Of	Approximation	(RMSEA)	=	0.058	which	is	below	the	
recommended	 value	 of	 0.06	 (Hu	 &	 Bentler,	 1998).	 Standardized	 Root	Mean	 Square	
Residual	 (SRMR)	 =	 0.074	which	 is	 below	 the	 recommended	 threshold	 of	 0.08	 (Hu	&	



















	 	 M	 SD	 CR	 AVE	 1	 2	 3	 4	 5	 6	 7	
1	 Challenge	seeking	 6.003	 0.836	 0.84	 0.58	 1.00	 0.076~	 0.000~	 0.025~	 0.061~	 0.017~	 0.084~	
2	 Task	Enjoyment	 5.397	 1.063	 0.75	 0.51	 0.275**	 1.00	 0.000~	 0.056~	 0.023~	 0.023~	 0.158~	
3	 Compensation	seeking	 5.393	 1.104	 0.74	 0.51	 0.017	 0.018	 1.00	 0.065~	 0.081~	 0.002~	 0.027~	
4	 Recognition	seeking	 5.169	 1.330	 0.88	 0.72	 0.158*	 0.236**	 0.255**	 1.00	 0.051~	 0.007~	 0.068~	
5	 Output	performance	 5.849	 0.927	 0.81	 0.53	 0.246**	 0.352**	 0.285**	 0.226**	 1.00	 0.086~	 0.096~	
6	 Behavioural	performance	 6.332	 0.681	 0.68	 0.54	 0.129	 0.153*	 0.043	 0.085	 0.294**	 1.00	 0.096~	








technique	 is	 a	 method	 of	 analysis	 that	 can	 offer	 a	 detailed	 understanding	 of	 the	
relationship	between	a	combination	of	two	predictor	variables	(X	and	Y)	and	an	outcome	
variable	 (Z)	 (Edwards,	 2007;	 Shanock	 et	 al.,	 2010).	 For	 instance,	 in	 the	 first	 of	 the	
combinations	 of	 motivational	 orientations,	 X	 is	 a	 challenge	 seeking	 orientation	 (IM,	
cognitive),	Y	is	a	compensation	seeking	orientation	(EM,	cognitive)	and	Z	is	an	output	
performance	 (outcome	 variable).	 Hence,	 the	 polynomial	 regression	where	 challenge	












































(1996)	 consisted	 of	 calculations	 of	 how	 many	 participants	 in	 the	 study	 would	 be	
considered	to	have	discrepancies	in	the	predictor	variables	of	IMxEM	and	EMxEM	and	




all	 combinations	 of	 IMxEM,	 IMxIM	 and	 EMxEM,	more	 than	 half	 of	 variables	 in	 each	
combination	are	different	from	each	other	in	one	direction	or	the	other.	Table	3	(see	








Agreement	groups		 Percentage	 Mean	CHSEE	 Mean	COSEE	
	 	 	 	
CHSEE	more	than	COSEE		 40%	 6.55	 4.67	
In	agreement	 21%	 6.14	 5.55	
CHSEE	less	than	COSEE		 38%	 5.4	 5.97	
	 	 	 	




























Results	 of	 the	 polynomial	 regression	 with	 response	 surface	 analysis	 are	 interpreted	
using	three-dimensional	response	surface	graphs	and	the	calculated	surface	values.	H1a	
and	 H1c	 suggest	 that	 the	 combinations	 of	 intrinsic	 and	 extrinsic	 motivational	
orientations	(IMxEM)	will	have	a	positive	effect	on	(a)	salesperson	output	performance	
and	(c)	salesperson	work	engagement.	Hence,	H1a	and	H1c	would	be	supported	if	in	the	
combinations	 of	 intrinsic	 motivational	 orientations	 and	 extrinsic	 motivational	
orientations	as	they	relate	to	(a)	output	performance	and	(c)	work	engagement,	a1	is	
significant	and	positive.	Table	4.4.	below	demonstrates	that	a1	is	significant	and	positive	










Challenge	seeking	x	Recognition	seeking	 Output	performance	 0.000	 0.96	
		 Behavioural	performance	 0.958	 -0.01	
Work	engagement	 0.009	 0.62	
Task	enjoyment	x	Compensation	seeking	 Output	performance	 0.000	 0.67	
		 Behavioural	performance	 0.716	 -0.07	
	 Work	engagement	 0.008	 0.41	
Task	enjoyment	x	Recognition	seeking	 Output	performance	 0.015	 0.36	
Behavioural	performance	 0.979	 0.00	






have	 a	 positive	 effect	 on	 salesperson	 behavioural	 performance.	 However,	 for	 all	





H2a	 and	 H2c	 state	 that	 the	 combinations	 of	 intrinsic	 and	 extrinsic	 motivational	
orientations	 (IMxEM)	 are	 more	 effective	 in	 enhancing	 (a)	 salesperson	 output	
performance	 and	 (c)	 salesperson	 work	 engagement	 than	 the	 combinations	 of	 only	
intrinsic	 (IMxIM)	or	only	extrinsic	 (EMxEM)	orientations.	This	means	 that	 the	highest	
levels	of	output	performance	and	the	highest	levels	of	work	engagement	are	achieved	
through	 the	combinations	of	 IMxEM	rather	 than	 IMxIM	or	EMxEM.	Table	4.5.	below	
presents	the	values	for	the	highest	levels	of	output	performance	and	work	engagement	
across	all	combinations.	It	can	be	seen	from	the	Table	5	that	the	highest	level	of	output	
performance	 (6.40	out	of	 7	with	 the	data	mean	being	5.83)	 is	 achieved	 through	 the	
IMxEM	 combination,	 specifically,	 task	 enjoyment	 (IM)	 x	 compensation	 seeking	 (EM)	















IMxIM	 Challenge	Seeking	x	Task	Enjoyment	 6.08	 3.84	




























the	 Points	 to	 Plot	 table	 (the	 dotted	 diagonal	 line	 in	 the	 table	 represents	 the	 line	 of	
congruence)	as	well	as	the	three-dimensional	graph	in	the	Figure	4.2.	below.	Finally,	the	















levels	 of	 6.07	 out	 of	 7.	 Incongruence	 results	 in	 lower	 levels	 of	 output	 performance.	
Specifically,	5.83	when	challenge	seeking	 is	high	while	recognition	seeking	 is	 low	and	





































































































































Likewise,	 in	 the	 combination	 of	 compensation	 seeking	 (EM)	 and	 recognition	 seeking	
(EM),	congruence	 leads	 to	output	performance	 levels	of	6.07	out	of	7.	 Incongruence	












Hypothesis	 3c	 posits	 that	 congruence	 in	 combinations	 of	 affective	 and	 cognitive	
orientations	of	intrinsic	and	extrinsic	motivation	will	lead	to	higher	levels	of	salesperson	
work	engagement.	Thus,	 like	H3a,	H3c	will	be	supported	if	the	highest	 levels	of	work	
engagement	 are	 achieved	 in	 situations	 when	 there	 is	 a	 congruence	 between	 the	
motivational	orientations	 in	each	of	the	combinations.	Once	again,	 in	order	to	assess	















































































































Contrary	 to	 the	 above	 results,	 in	 the	 combination	 of	 task	 enjoyment	 (IM)	 and	
compensation	seeking	 (EM),	as	demonstrated	 in	 the	Figure	4.9.	below,	 incongruence	
leads	 to	marginally	 higher	work	 engagement	 levels	 (3.55	out	 of	 7)	 than	 if	 there	 is	 a	
congruence	(3.53).	In	contrast	to	the	other	motivational	combinations	discussed	above,	






































Fourth,	 in	 the	 combination	of	 task	 enjoyment	 (IM)	 and	 recognition	 seeking	 (EM),	 as	
demonstrated	in	the	Figure	4.10.	below,	congruence	leads	to	the	work	engagement	level	
















































































Now	 that	 the	 results	 of	 the	 individual	 combinations	 have	 been	 examined,	 it	 can	 be	
concluded	that	H3c	is	supported.	
Going	 back	 to	 the	 H3b,	 it	 states	 that	 congruence	 in	 combinations	 of	 affective	 and	
cognitive	components	of	 intrinsic	and	extrinsic	motivation	 is	 important	 in	 influencing	
salesperson	 behavioural	 performance.	 Again,	 as	 the	 relationships	 between	 the	
combinations	 of	 motivational	 orientations	 and	 behavioural	 performance	 are	 non-
significant,	 the	 information	on	 the	highest	 levels	of	behavioural	performance	as	 it	 is	











































































































































































































forms	 of	 salesperson	 motivation,	 and	 how	 they	 can	 affect	 varieties	 of	 salesperson	
performance.	However,	research	on	the	combinations	of	the	IM	and	EM	in	sales	context	




No	 research	 to	date	has	examined	 the	effect	of	 the	 combined	 intrinsic	 and	extrinsic	
motivational	orientations	on	sales	performance	and	work	engagement	of	sales	people.	
This	 study	 aims	 to	 shed	 the	 light	 on	 the	 relationship	 between	 the	 combinations	 of	
intrinsic	and	extrinsic	motivational	orientations	and	salesperson	performance	and	work	
engagement.	This	study	expands	the	extant	literature	base	on	salesperson	motivation	





The	 highest	 levels	 of	 performance	 and	 work	 engagement	 are	 achieved	 by	 the	
combination	 of	 intrinsic	 with	 extrinsic	 motivational	 orientations	 and	 not	 by	 solely	
intrinsic	combinations	or	solely	extrinsic	combinations.	Specifically,	the	combination	of	
task	 enjoyment	 (IM)	 and	 compensation	 seeking	 (EM)	 showed	 the	 highest	 levels	 of	
output	performance,	whereas	task	enjoyment	(IM)	with	recognition	seeking	(EM)	led	to	









interest	 and	 inherent	 satisfaction	 (Ryan	 &	 Deci,	 2000b);	 it	 describes	 human	 natural	
inclination	 to	 explorations	 and	 spontaneous	 interest	 which	 is	 a	 vital	 element	 of	 a	




Interestingly,	 there	 were	 no	 significant	 relationships	 observed	 between	 any	 of	 the	
combinations	 of	 the	 IM	 and	 EM	 and	 behavioural	 performance.	 One	 reason	 for	 this	
unexpected	finding	may	be	the	very	nature	of	the	behavioural	performance	construct.	
The	 construct	 typically	 reflects	 specific	 customer-related	 sales	 activities.	 While	




to	be	a	more	 important	driver	of	more	generic	performance	outcomes	 than	 specific	
behaviours.	Future	research	is	needed	as	to	whether	motivational	orientations	can	also	
be	 used	 to	 improve	 on	more	 specific	 customer	 related	 targets.	 Research	 could,	 for	
instance,	develop	more	 fine-grained	motivational	measures	 that	are	more	specific	 in	
nature,	more	tailored	to	the	content	of	the	performance	measure	and	measure	their	
effect	on	this	particular	performance	measure.	
Finally,	congruence	 in	the	combinations	of	 IMxEM	as	well	as	 IMxIM	and	EMxEM	was	
found	to	be	important	in	enhancing	output	performance	and	work	engagement.	That	is,	
in	most	combinations,	 it	 is	 important	to	be	high	on	both	motivational	orientations	to	
achieve	 the	 highest	 level	 of	 outcome.	 Congruence	 is	 the	 ‘fit,	 match,	 agreement,	 or	
similarity	between	two	conceptually	distinct	constructs’	(Edwards,	1994,	p.	51).	In	the	
present	 study,	 congruence	 between	 intrinsic	 and	 extrinsic	 motivational	 orientations	












basic	 innate	human	needs.	However,	being	harmonious	appears	 to	be	 important	not	
only	 in	 the	context	of	personality,	but	 in	 the	context	of	motivation.	Simply	speaking,	







with	 a	 wider	 psychology	 literature,	 as	 the	 most	 recent	 meta-analysis	 on	 this	 topic	
(Cerasoli	et	al.,	2014)	demonstrates	that	in	reality,	EM	and	IM	can	co-exist.	
Traditionally,	 salesperson	motivation	 has	 been	 linked	 almost	 exclusively	 to	 extrinsic	
motivators,	 such	 as	 financial	 incentives	 (e.g.	 Oliver,	 1974;	Walker	 et	 al.,	 1977).	 This	
assumption	 is	 commonly	 referred	 to	 as	 “conventional	 wisdom”	 of	 salesperson	
motivation	(e.g.	Cravens	et	al.,	1993;	Wotruba	et	al.,	1991).	However,	the	findings	of	the	
present	study	demonstrate	that	utilizing	both	IM	and	EM	is	far	more	effective.	Indeed,	
the	 findings	 demonstrate	 that	 the	 highest	 levels	 of	 output	 performance	 and	 work	















Steenburgh	 and	 Ahearne	 (2012)	 ratify:	 ‘sales	 executives	 are	 always	 looking	 for	
ingenuous	 ways	 to	 motivate	 their	 team’.	 Motivation	 has	 become	 increasingly	 vital	
considering	the	recent	changes	in	sales	organization.	As	such,	salesperson’s	role	in	the	
organization	has	significantly	shifted	towards	a	valuable	knowledge	broker	(Verbeke	et	
al.,	 2011)	 and	 a	 business	 developer	 (Keszey	 &	 Biemans,	 2016;	 Narus,	 2015).	 Other	
changes	 include	 the	 arrival	 of	 latest	 sales	 technologies	 (Kuruzovich,	 2013),	 	 big	 data	

















When	 it	 comes	 to	work	 engagement,	 the	most	 effective	 strategy	 is	 to	 combine	 the	
affective	 dimensions	 (while	 attenuating	 the	 cognitive	 orientations)	 of	 intrinsic	 and	
extrinsic	 motivation:	 	 nurturing	 task	 enjoyment,	 in	 combination	 with	 recognition	
seeking.	Recognition	is	one	of	the	key	non-monetary	rewards	available	to	salespeople	




managers	are	advised	 to	practice	nurturing	 task	enjoyment	by	providing	 salespeople	
with	job	variety	and	autonomy.	
Finally,	it	is	important	that	sales	managers	attempt	to	utilize	a	more	balanced	approach	




Despite	 the	 important	 research	 implications	 offered	 by	 this	 study,	 it	 also	 has	 some	
limitations	 and	opportunities	 for	 future	 research.	 First,	 the	 present	 study	 employs	 a	
cross-section	design.	One	of	the	major	issues	associated	with	cross-sectional	studies	is	
in	assessing	causality	which	requires	the	researcher	to	control	the	time	and	order	of	the	
measured	 constructs	 (Edwards	 &	 Bagozzi,	 2000).	 Thus,	 future	 studies	 may	 consider	
collecting	 longitudinal	data.	Although	 longitudinal	studies	are	usually	associated	with	
smaller	sample	sizes	due	to	the	fact	that	they	are	highly	resource	 intensive,	they	are	
generally	 considered	 to	offer	a	 stronger	evidence	of	 causality	 (Churchill	&	 Iacobucci,	
2006).	 In	 an	 ideal	world,	 researchers	would	 also	be	 able	 to	manipulate	motivational	
variables	to	further	assess	causality.	However,	experiences	of	many	researchers	in	this	
regard	suggest	it	is	difficult	to	convince	real	organizations	to	allow	such	studies	to	be	







Another	 potential	 limitation	 is	 that	 only	 a	 single	 source	 data	 is	 collected,	 i.e.	 from	
salespeople.	 Although	 prior	 research	 has	 repeatedly	 demonstrated	 that	 self-report	
measures	of	performance	do	create	an	upward	bias	in	the	results	(Behrman	&	Perreault	



























four	motivational	 orientations.	 Specifically,	 the	 study	examines	 the	 impact	of	 formal	
sales	force	controls	(output	and	process)	and	informal	sales	force	controls	(professional	













Jaramillo	 et	 al.,	 2005).	 There	 are	 a	 number	 of	 reasons	 for	 this.	 First,	 salespeople’s	
performance	has	important	bottom-line	implications	(MacKenzie	et	al.,	1998).	Second,	
the	 sales	 force	accounts	 for	 the	 largest	part	of	 the	marketing	budget	and	marketing	







Motivation	 is	defined	as	a	psychological	 state	 that	causes	 the	arousal,	direction,	and	
persistence	of	 behaviours	 conditioned	by	 need	 satisfaction	 (Mitchell	 1982).	 The	 two	
types	of	motivation	which	are	commonly	discussed	in	motivation	literature	are	intrinsic	
motivation	(IM)	and	extrinsic	motivation	(EM)	(e.g.	Mallin	&	Pullins,	2009;	Tyagi,	1982;	
Weitz	 et	 al.,	 1986).	 IM	 is	 concerned	with	 enjoyment	 of	 an	 activity	 itself	 without	 an	
obvious	external	reward	(Teo	et	al.,	1999;	Warr	et	al.,	1979;	Weiner,	1995).	The	notion	
of	IM	is	based	on	the	idea	of	human	nature	being	active,	curious,	and	inquisitive	(White,	









The	 cognitive	 orientation	 of	 IM	 is	 termed	 challenge	 seeking,	 while	 the	 affective	
orientation	of	IM	is	termed	task	enjoyment.	In	addition,	the	cognitive	orientation	of	EM	
is	 termed	 compensation	 seeking,	 while	 the	 affective	 orientation	 of	 EM	 is	 termed	
recognition	seeking.		
Research	 has	 demonstrated	 the	 importance	 of	 studying	 motivation	 on	 the	 level	 of	
motivational	orientations	as	opposed	to	a	more	global	level	of	IM	and	EM	(T.	M.	Amabile	
et	al.,	1994),	and	not	considering	such	disaggregation	may	lead	to	inconsistent	findings	
as	 presented	 in	 Chapter	 2.	 Recent	 research	 supports	 this	 point,	 as	 the	motivational	
orientations	were	found	to	have	distinct	antecedents	and	consequences	(Miao	&	Evans,	





(behavioural)	 control	 was	 found	 to	 affect	 only	 the	 cognitive	 orientation	 of	 EM	
(compensation	seeking).	In	addition,	the	activity	control	was	found	to	mainly	influence	




is	 likely	 to	 have	 superior	 explanatory	 power,	 and	 offer	 more	 robust	 results,	 than	










1993).	 It	 is	 also	 a	 set	 of	 organisational	 processes	 and	 procedures	 for	 monitoring,	
directing	 and	 influencing	 salesperson	 behaviours,	 as	 well	 as	 for	 evaluating	 and	
compensating	 salespeople	 (Anderson	&	Oliver,	1987).	 Largely,	 the	 literature	on	sales	
force	control	systems	is	based	on	the	theoretical	work	of	Jaworski	(1988)	and	Anderson	
and	 Oliver	 (1987),	 and	 as	 noted	 by	 Baldauf	 et	 al.	 (2005),	 these	 two	 theoretical	
approaches	represent	two	alternative	measures	and	philosophies	of	sales	force	control.	
Anderson	and	Oliver	(1987),	and	subsequently	Oliver	and	Anderson	(1994),	suggested	
two	 types	 of	 control	 systems:	 outcome-based	 and	 behaviour-based.	Outcome-based	
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characterised	 by	 concentrating	 on	 the	 application	 of	 sales	 and	 selling	 skills	 and	
capabilities.	
A	 somewhat	different	 classification	was	proposed	by	 Jaworski	 (1988)	who	suggested	






al.,	 1993).	 In	 the	 informal	 class,	 Jaworski	 (1988)	 distinguishes	 two	 types	 of	 control	
system	based	on	the	level	of	aggregation.	A	professional	control	system	is	based	on	the	
sales	department’s	certain	established	unwritten	norms,	while	a	cultural	control	system	
















































these	 two	 types.	 Specifically,	 the	 cultural	 control	 is	 based	 on	 the	 idea	 of	 a	 work	
environment	that	is	encouraging	salespeople	to	feel	a	sense	of	pride	and	belongingness.	




are	 somewhat	 comparable	 with	 Anderson	 and	 Oliver’s	 (1987)	 outcome-based	 and	













































































Cravens,	 Johnston,	 et	 al.,	 1996;	 Krafft,	 1999;	 Robertson	&	 Anderson,	 1993)	 and	 the	
Jaworski’s	 (1988)	 control	 system	development	 (e.g.	Cravens,	 Lassk,	 Low,	Marshall,	&	
Moncrief,	2004;	Jaworski	&	MacInnis,	1989;	Jaworski	et	al.,	1993)	have	been	extensively	
studied	in	the	sales	domain,	Jaworski’s	(1988)	theoretical	approach	affords	an	important	
advantage.	 Specifically,	 it	 offers	 a	more	 comprehensive	 view	of	 salesperson	 steering	
mechanisms	by	incorporating	informal	control	mechanisms	(to	capture	the	established	
norms	and	behavioural	rules	 in	sales	department	and	 in	an	organisation,	as	a	whole)	
into	 their	 conceptualisation.	Conversely,	 the	Anderson	and	Oliver	 (1987)	model	pays	
little	attention	to	such	issues	(Panagopoulos	&	Avlonitis,	2008).	As	Cravens	et	al.	(2004)	
note,	the	formal	and	informal	control	classification	‘offer	a	compelling	conceptual	logic	
for	 examining	 management	 control	 in	 sales	 organizations’	 (p.	 241).	 This	 theoretical	
approach	also	allows	one	to	examine	the	influence	of	both	formal	and	informal	control	
























When	 IM	 and	 EM	 are	 disaggregated	 into	 the	 affective	 and	 cognitive	 motivational	
orientations,	 a	more	 detailed	 set	 of	 findings	 emerge.	 Specifically,	Miao	 et	 al.	 (2007)	
found	that	activity	control	mainly	affects	challenge	seeking	(the	cognitive	dimension	of	
IM)	whereas	capability	control	mainly	affects	task	enjoyment	(the	affective	dimension	








well	 as	 from	 the	 Table	 5.1.,	 the	 majority	 of	 studies	 on	 sales	 control	 systems	 have	
concentrated	on	formal	control	systems	(Guenzi	et	al.,	2014),	while	the	role	of	informal	
systems	has	 remained	heavily	 under	 researched.	More	 importantly,	 prior	 studies	 on	
salesperson	motivation	have	not	 included	both	 formal	and	 informal	control	 systems.	
Hence,	 the	 effect	 of	 the	 formal	 and	 informal	 control	 systems	 on	 the	 cognitive	 and	
affective	orientations	of	IM	and	EM	has	not	been	explored	to	date.	Informal	controls	
especially	have	not	been	comprehensively	 studied	 to	date,	although	 they	 ‘constitute	
aspects	of	control	 that	should	be	closely	related	to	behavioural	self-regulation	 in	the	
motivation	literature	and	could	be	usefully	developed	in	conjunction	with	it’	(Brown	et	














The	 relationships	 hypothesised	 below	 are	 based	 on	 prior	 research	 and	 theory	
development	in	the	area	of	salesperson	motivation	and	sales	force	control	systems.	The	

























The	 use	 of	 an	 output	 control	 system	 was	 found	 to	 have	 a	 significant	 impact	 on	
salesperson	 motivation	 (Oliver	 and	 Anderson,	 1994).	 	 Oliver	 and	 Anderson	 (1994)	
further	showed	that	this	 impact	 is	greater	for	EM	than	for	 IM.	Under	output	control,	
salespeople	have	little	managerial	direction	and	the	risk	for	their	performance	outputs	
is	 moved	 on	 to	 a	 salesperson	 themselves	 (Oliver	 &	 Anderson,	 1995).	 A	 variable	








and	evaluating	of	 that	 set	of	performance	 results	 (Jaworski	et	al.,	 1993).	 In	 	 settings	














Under	 a	 process	 control	 system,	 salespeople	 are	 closely	 monitored	 on	 their	 selling	
procedures	and	strategies	(Jaworski	&	MacInnis,	1989).	This	reduces	salespeople’s	role	

































team/division,	 and	 shared	 feelings	 of	 pride	 in	 their	 work	 (Jaworski	 et	 al.,	 1993),	







Under	 a	 professional	 control	 system,	 there	 exist	 established	 norms	 and	 behavioural	
rules	 in	 the	 sales	 department,	 such	 as	 encouraging	 cooperation	 and	 job-related	
discussions	 between	 salespeople.	 This	 creates	 an	 environment	 of	 mutual	 respect	







with	 each	 other’s	 productivity	 (Jaworski	 &	 MacInnis,	 1989)	 which	 would	 create	 a	
suitable	work	environment	for	nurturing	the	feelings	of	relatedness	and	decrease	the	
need	for	recognition.	SDT	asserts	that	people	have	an	innate	need	for	relatedness	and	
competence	 (Ryan	&	Deci,	 2000b).	Under	a	professional	 control	 system,	 salespeople	
would	be	 immersed	by	an	environment	where	everyone	 is	 familiar	with	each	other’s	
productivity	to	the	point	that	colleagues	are	able	to	offer	accurate	evaluations	of	each	
other's	 accomplishments	 (Jaworski	 et	 al.,	 1993)	 reducing	 the	 need	 for	 recognition	
seeking.	
Hence,	the	following	is	hypothesised:	





In	 order	 to	 test	 the	 proposed	 hypotheses,	 a	 cross-sectional	 survey	 with	 industrial	
salespeople	was	administered	(see	Chapter	2).	Professional	social	media	networks	and	
discussion	 groups	were	 utilised	 as	main	 channels.	 These	 included	 sales	 professional	
groups	 on	 LinkedIn	 (linkedin.com),	 as	well	 as	 professional	 sales	 networks	 of	 specific	
companies	and	groups	which	were	accessed	via	the	personal	and	university	contacts.		
The	initial	informational	post	included	the	general	project	information,	the	researcher’s	
full	 contact	details	and	a	 link	 to	 the	questionnaire.	Data	collection	was	administered	
over	 3	weeks	which	 resulted	 in	 a	 total	 of	 212	 salesperson	 questionnaires.	 After	 the	
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manual	check	through	the	questionnaires,	16	questionnaires	were	eliminated	as	they	










reliability	 for	challenge	seeking	 is	0.91,	 for	 task	enjoyment	 is	0.91,	 for	compensation	
seeking	 is	 0.82	 and	 for	 recognition	 seeking	 is	 0.78.	 The	 four	 control	 systems	 were	
measured	using	scales	proposed	by	Jaworski	et	al.	(1993)	which	are	based	on	previously	
utilised	 items.	 Specifically,	 output	 and	 process	 control	 system	 measures	 were	 both	
adapted	 from	 Ouchi	 and	Maguire	 (1975),	 professional	 control	 system	measure	 was	







Confirmatory	 factor	 analysis	 (CFA)	 was	 conducted	 to	 assess	 the	 constructs’	
psychometric	properties.	The	CFA	showed	 that	 the	composite	 reliability	and	average	
variance	 extracted	 exceed	 the	 recommended	 level	 (Bagozzi	 &	 Yi,	 2012).	 Average	











	 	 M	 SD	 CR	 AVE	 1	 2	 3	 4	 5	 6	 7	 8	
1	 Challenge	seeking	 6.003	 0.836	 0.84	 0.58	 1.00	 0.250**	 0.017	 0.158*	 0.064	 0.090	 0.195**	 0.128	
2	 Task	Enjoyment	 5.397	 1.063	 0.75	 0.51	 0.250**	 1.00	 0.019	 0.238**	 0.098	 0.214**	 0.149*	 0.176*	
3	 Compensation	seeking	 5.393	 1.104	 0.74	 0.51	 0.017	 0.019	 1.00	 0.255**	 0.093	 0.177*	 0.256**	 0.232**	
4	 Recognition	seeking	 5.169	 1.330	 0.88	 0.72	 0.158*	 0.238**	 0.255**	 1.00	 0.164*	 0.355**	 0.176*	 0.151*	
5	 Professional	control	 5.086	 1.251	 0.89	 0.62	 0.064	 0.098	 0.093	 0.164*	 1.00	 0.716**	 0.308**	 0.258**	
6	 Cultural	control	 5.194	 1.406	 0.87	 0.77	 0.090	 0.214**	 0.177*	 0.355**	 0.716**	 1.00	 0.428**	 0.355**	
7	 Output	control	 5.357	 1.269	 0.80	 0.51	 0.196**	 0.149*	 0.256**	 0.151*	 0.308**	 0.428**	 1.00	 0.665**	
8	 Process	control	 4.654	 1.358	 0.86	 0.61	 0.128	 0.176*	 0.232**	 0.176*	 0.258**	 0.355**	 0.665**	 1.00	
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Overall,	 each	 of	 the	 multi-item	 scales	 used	 in	 this	 study	 demonstrate	 acceptable	






















with	 salesforce	 control	 systems.	 If	 one	 would	 specify	 all	 these	 relationships	 as	 one	
integral	 SEM	model	 (which	 also	means	 specifying	 the	measurement	model	 and	 thus	
specifying	the	 involved	variables	at	the	 item	level	as	multi-item	constructs),	this	SEM	
model	would	become	very	complex	containing	numerous	parameters.	Consequently,	
the	 parameter/observation	 ratio	 would	 become	 too	 unfavourable	 to	 yield	 stable	
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H3a	 suggests	 the	 presence	 of	 a	 cultural	 control	 system	 positively	 impacts	 task	
enjoyment	which	is	supported	(β	=	0.193,	α	=	0.011).	Similarly,	H3b	which	states	that	
cultural	 control	 positively	 impacts	 recognition	 seeking,	 is	 supported	 (β	 =	 0.554,	 α	 =	
0.000).		
Finally,	 the	 results	 are	 not	 supportive	 of	 H4a	 which	 states	 that	 the	 presence	 of	 a	
professional	control	system	positively	impacts	task	enjoyment	(β	=	-0.111,	α	=	0.165).	


























	 Β	 Sig.	 Β	 Sig.	 Β	 Sig.	 Β	 Sig.	
Professional	CS	 0.002	 0.977	 -0.131	 0.160	 -0.111	 0.165	 -0.280	 0.011	
Cultural	CS	 0.029	 0.677	 0.154	 0.081	 0.193	 0.011	 0.554	 0.000	
Process	CS	 0.016	 0.793	 0.089	 0.258	 0.094	 0.161	 0.007	 0.943	
Output	CS		 0.117	 0.084	 0.155	 0.076	 -0.002	 0.981	 0.016	 0.875	
		 		 		 	 	 		 		 		 		
Age	 -0.246	 0.014	 -0.488	 0.000	 -0.113	 0.300	 -0.239	 0.114	
Gender	 0.195	 0.169	 0.151	 0.402	 0.315	 0.043	 0.453	 0.036	
Education	 -0.101	 0.017	 0.021	 0.701	 0.037	 0.425	 -0.003	 0.963	
Experience	in	
sales	
0.035	 0.006	 0.031	 0.055	 0.027	 0.055	 0.003	 0.871	
		 		 		 	 	 		 		 		 		
Adjusted	R2	 0.063	 0.130	 0.072	 0.165	



























































































































on	salesperson	motivation	by	 (1)	conducting	a	systematic	 review	of	 the	 literature	on	
salesperson	motivation;	(2)	investigating	the	effect	of	the	combinations	of	intrinsic	and	
extrinsic	motivational	orientations	on	salesperson	performance	and	work	engagement;	
and	 (3)	 examining	 the	 impact	 of	 formal	 and	 informal	 control	 systems	 on	 the	
motivational	orientations	of	salespeople.		
The	objective	of	this	chapter	 is	to	synthesize	the	key	findings	from	the	two	empirical	
studies	 presented	 in	 the	 Chapter	 4	 and	 Chapter	 5	 and	 to	 summarize	 the	 research	








this	domain,	 several	 important	and	emerging	motivation-related	 challenges	 faced	by	
sales	organisations	are	identified,	such	as	e.g.	the	change	of	the	role	of	a	salesperson	in	
an	organisation.	
Second,	 the	 present	 research	 further	 adds	 to	 the	 sales	 motivation	 literature	 by	
empirically	 investigating	 the	 combined	 effect	 of	 IM	 and	 EM	 on	 salesperson	 output	
performance	and	work	engagement.	More	 specifically,	 it	 provides	 insight	 into	which	
particular	IM	and	EM	orientations	should	be	combined	to	increase	work	outcomes.		
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Third,	 the	 research	 findings	 expand	 the	 literature	 by	 highlighting	 the	 importance	 of	
informal	control	systems	as	an	alternative	way	to	influence	sales	person	motivational	
orientations.	More	specifically,	the	findings	reveal	that	both	cultural	and	professional	
control	 systems	 can	be	effective	drivers	of	 certain	 types	of	 salesperson	motivational	
orientations.	
The	 remainder	 of	 this	 chapter	 is	 structured	 in	 the	 following	 way.	 The	 section	 6.2.	
discusses	the	research	implications.	This	is	followed	by	the	discussion	of	limitations	and	










output	 performance	 and	 work	 engagement	 than	 do	 combinations	 of	 motivational	
orientations	which	are	both	intrinsic,	or	both	extrinsic	in	nature.	This	finding	presents	
an	important	contribution	to	the	knowledge	on	salesperson	motivation,	as	historically,	
IM	 and	 EM	 have	 been	 regarded	 as	 working	 in	 opposition	 and	 not	 combinable	
(DeCharms,	1968;	Deci,	 1971;	Deci	&	Ryan,	1985b;	 Lepper	et	 al.,	 1973).	 The	present	
project	findings	contribute	to	the	knowledge	on	salesperson	motivation	by	presenting	
the	combinatory	approach	to	intrinsic	and	extrinsic	motivational	orientations.	
The	 PhD	 research	 findings	 highlight	 a	 notion	 of	 congruence	 (agreement)	 between	





















a	 relevant	 alternative	 way	 next	 to	 the	 more	 well-known	 formal	 control	 systems	 to	
stimulate	salesperson	motivation.		






and	 recognition	 seeking,	which	 in	 turn,	may	 enhance	output	 performance	 and	work	
engagement.	
This	 research	 adds	 to	 the	 literature	 that	 has	 long	 emphasized	 the	 importance	 of	
incorporating	 informal	 control	when	examining	 sales/management	 control	 strategies	
(e.g.	Cravens	et	al.,	2004;	Panagopoulos	&	Avlonitis,	2008)	but	not	empirically	examined	
this.	 This	 research	 empirically	 confirms	 that	 such	 informal	 aspects	 of	 management	







research	 project	 employs	 a	 cross-sectional	 survey	 design.	 It	 has	 been	 previously	
highlighted	 in	 the	 literature	 that	 the	 sales	 domain	 is	 largely	 dominated	 by	 cross-
sectional	research	(Asare	et	al.,	2012;	Williams	&	Plouffe,	2007).	Hence,	future	studies	
may	 consider	 collecting	 longitudinal	 data.	 Although	 longitudinal	 studies	 are	 usually	
associated	 with	 smaller	 sample	 sizes	 due	 to	 the	 fact	 that	 they	 are	 highly	 resource	















First,	 this	 research	 shows	 that	 fostering	 both	 intrinsic	 and	 extrinsic	 motivational	
orientations	yield	higher	levels	of	salesperson	performance	and	work	engagement,	than	





output	 performance	 (when	 combined	with	 compensation	 seeking).	 This	 implies	 that		
managers	 should	 carefully	 consider	 and	 foster	 the	 ‘pleasure’	 factor	 in	 salespeople’s	
work	environment	and		create	conditions	where	salespeople	are	free	to	immerse	and	
experience	enjoyment	with	their	sales	activities.	
Third,	 the	dissertation	 findings	highlight	 the	relevance	of	 informal	control	 systems	 in	
influencing	 salesperson	motivation.	Hence,	 it	 is	 advised	 that	managers	 should	 invest	
more	resources	in	developing	such	work	environments	that	encourage	salespeople	to	
feel	pride	in	their	work	and	support	feelings	of	being	part	of	a	team.	All	of	these	(as	part	
of	 the	 informal	 controls)	 have	 a	 positive	 impact	 on	 task	 enjoyment	 and	 recognition	
seeking,	tapping	into	both	IM	and	EM.	In	short,	the	results	are	a	call	to	managers	to	also	











contributions	 into	 the	 literature	on	salesperson	motivation	and	on	salesforce	control	
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